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TLe current selection system of Korean military cifiicers
for pcstgracuate education in management is descrikec and
analyzed. The methcd of validation analysis is useé to
analyze the current selecticn systen.

Tkree factors tc tse for irpcreasing tne effectiveness of
the «current selecticr system are Jdeveloped. The first
factcr ccrcerns the fricrity cf the predictors based on the
valicdaticn analysis. The seccnd concerns personal charac-
teristics fcr consideration in the selecticn of officers for
ranajemert education. The third concerns procedural ccrsid-
€eraticns fcr increasing the cverall effectiveness of the
selecticr frIocess. )

Finally, on the lases of the three factors develcred, a

rew selecticn model, applicakle to selecting Xorear aili-

tary cfficers for postgraduate education it manageamernt, is

[ropcsed.
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I. INIFOLUCTIION

In tte ;ast decades, there has been a great enrkasis cn
tke art cf directing the military pgerscnnel and of getting
the mcst effective wcrk fror them, alcny with the furpcse
cf (1) 1Le fortification o¢f self-defence fower, {2) 1The
goderrnizaticn of the military egquipment, and (3) The devel-
crment cf tre defense-industry. Under these organizatioral
Lequests, the @military desires to increase the rumler of
righly ¢ualified officers whc can manage tne onmilitary
Ferscrrel ord modern weapons efficiently. As a result, the
mrlitary bhas begun to educate some of its <cfiicers in the
fieid cf zaragement.

Tke management educaticn bhas two important oL jec
The dwsfprcvement of the cifficers' general gualit s as
ranagers and, the supplying cf professional and speciali: i
gilitary staff.

Trere 1is one element in the professicn of arms ttlat
transcends all cthers in impcrtance. This is thrke bhuran
€lemert . Nc matter what the weapons of the future may ke,
no matter titow they are to ke employed in war or interna-
tional diyplomacy, man will still be thke most impcrtant
factor in naval cperaticns. The need for good leadershif is,
therefcre, a constant factor [Fef. 1]. Moreover, the leacer
cf human orcanization in a free society is charged witt the
Iespcrsikility cf develioping a coaplex and coordirated
systenm cf responses from many individual centers of reaction
and iritiative [Ref. 2] As the military personnel reguiies
a more raticnalized system and anticipates mcre ccrplex angd
édiversified responses from the leaders, along with the
bigher educational level of the military enlisted frerscnrel

under tte «conscripticn system , tunere has been a creat

10
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increase i tue need <for cfficers with education at the
Fostgracuate level tc prepare them for the extreme variety
cf rcles teyond the traditicrnal ofrficer's coaiat skills

1te grcwing complexities <¢f the officer's duties ana
inter<cive <€mphasis «¢f highly rational and sofphisticated .
gilitary; organizaticrs causes the wmilitary officers to
increése the prcfessicnal krncwledge through forral marags-
gent education, along with the modermization of the military
equipmert ard specializaticn cf tneir duties. Under toese
demancs, tle military nas increased formal and pestgracuate
level educaticn to 1nmeet the reguirements «cf these vital
Icles.

After tke ccmpleticn of mabnagement educdtion, they anave
teer arc¢ will be assigned to the special staffi cf the Head
Cuarters anc will beccme the managers of the iaportant nili-
tary crcanizatiorns. In the past decades, a anuazker cf Kcrean
cfficers have leen sent tc¢ the United States kaval
rostgracuate Schcol fcr the pcstgraduate level of naragexzent
educaticr. ©Especially, in the past five years,the runlter of
Korear students in tle Administrative Scilieance Departrert oL
NPS Las Leen greatly increased compared with the earlis
years.! In this phase, a gocd selection system of Kcrean
ctficers for the maragement education must ke [prcpcesed to
increase the successful completion of management education
and pctertial berefits for tne military organizaticn thrcugh
tne selecticn of the highly qualified officers amcng the

candicates. Mapagerial selection is the initial determira-

tion as tc whether leadershipy aad managerial ability is

3

[oSsessec; and the secondary, and perhaps more inmpcrtart,

determiraticn of tke degree to which such abkility 1is

i I L

1The fcllowlni ie the numter orf Korean students whc ha
araduatec and 1 craduate fccm ma na ement currlculum
PS ir tlke respectivé year: '79=1, 1=1, 82=4, 'E&3=
184 = 1his data «c¢ccmes frorn the Admlnletratlve Scien
Eepattmect.
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Figure 2.8 Typical [evice and Events of Selection Frocess.

serves as a conveniert dJdevice for «circulating infcrmation
akout tre applicant tc apprcpriate members of managemert and
as a cseful device fcr storirng information fcr later refer-
ence® [Ref. 7].

Scme organizations may us€ a short form for prelini-
pary scre€ering or in the event cf no iamediate vacancies and
a lcnger fcrm when tlke applicant is being considered for a
specific vacancy. 1te shcert form 1s easier to file and
requires less time tc complete kut still ;rovides esough
informaticn for preliminary screeniny [Ref. 7]. When the

6Frestmes (backgrcynd sumdaries) contain similar infcrma-
tion, tut thke format is the applicant's design, rather ttlan
the QI%Q[lZdthD'S. . Resumes "are used by jot - seekers in
initiatirg contact with employers and are cIten requested Ly
comparjes in their recruitlng advertisements. p. ze€, foct-
tote [BRef. 7].

2%




The cost of attaining p€rsorLnel reqyuirerent
(CAFEF)acdel is a decision =-criented, systemic <celectioun
rodel desicred tc evaluate tane cost consejuences cf alterra-
tive recruiting -selection strategies [Ref. 5]. Therefore,
one way tc evaluate utilities in dollar terms is Lty zears ol
CAPER,S a decision-criented, systematic selectior ncdel
wnich can provide careful planning informatiom tc nelp
ranagers make better informed and wiser perscnnel cecisicrns
{Ref. 5]. Eut, comtiring utility approacnes with ccst giri-
pizaticn apjroaches tas not jet rormally ceen done. The
potertial fay offs frcm having such models are great. Ir tie
meantirce, personnel/human resource Danagers should
constantly lear in mind both ccst and benefits in the admin-
istraticr c¢f staffing systers [Ref. 6].

E. TYEICAILI DEVICES ANL EVENIS CF SELECTION PROCESS

The frccess of selecting enplcyees is an iamportant sukpro-
cess c¢f the broader staffiing [frocess. Systems desigrned for
the maragement of this subprocess almost universally irnciude
applicaticrn Lbianks ard interviews. In addition tc thecse
devices, psycholcgical tests, reference checks, and fphysical
€exagziraticns are ofter used [kef. 7].

Agon¢ tre devices in the selection process, The apgplica-
tion tlarx, intervies, and refereunce checks seen tc nave
lcts cf 1implications for increasingy the efficiency cf tae

currert scelection system for cverseas educaticn.
1. Rpplication llapk

The purpcse «¢f the application Ltlank is tc secire

desired icfcrmation from an applicant in a form converieat

for e€valuating the applicant's Jualifications. It also
Sh. A, ands "A Method for Evaluatiné Qlternative -
hequirement-Se ectlor Str tegles: Tne CAPER #od<li," Journal .
cf Applied Esychecloyy, 1973, Vclume 57, pp. 222-221. q
24 1
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Figure 2.7 Belationship between Cutoff Score and Staffing Ccst.

C. Assessment of Utility

Utility refers to the overall usefulness «c¢f a
selecticn system. Tlte concefpt includes the accuracy of the
decisicrs made, but also concerns a consideraticn <c¢f the
costs of using the selection system and the costs associated
with the errors in tte decisions made [Ref. 8].

The optimal strategy is the one that raximizes
the expected utility for the institution across all fcssitle
cutccaes [Ref. 11].

Statistical formulas have Dpeen develcped to
generate utility estimates. *

4F. 1. Schmidt u- E. Hunter, R. C. McKenzie, and T. ¥W.
Fulder, "Inpact of Valid Selection Procedures on WOrk Force
Eroductivity i qurnal cf Arplied Psychology, 1975, Vcluae
€4, pr. €ce-82s.
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_———— _— ————————— e —
Increase pecrease
Recruiting cost Induction ccst
Selecticr cost Training cost
Errcneoqus Erroneous
rejecticr cost accertance ccst

-—— RPN ——

Figure 2.6 Selecticn Cost Trade Cff.

reeds to ke rtased on the organization's relative willirgness
tc «ccamit erroneous acceptance, as opposed to €LILCLecUS
rejecticrc, selecticn ercor. One way to express this will-
ingness, and then drive a hirirg standard, is to ccuchk it in

terms of mirimizing the total costs of selection [Ref. S5_.
r. Hiring Staendards ard Cost Mdinimization

Actual «ccsts invclve those of recruitrmernt,
selecticr, and training. Potential costs are those that will
ke incurred if a selection errcr is made [Ref. 6]. Ide
levels of these «costs will vary according to the cut sccre
cr hirinc¢ standard ttat might ke used cn the rredictor. As
the cut sccre 1s raised, some cf these ccsts will increase
and ctrers will decrease. Tyrically, as the cut =ccre
Iises, <=0 does the ccsts of recruitment, selecticn, and
false recative error. On the cther hand, <costs of trainirg
and false positive error will decrease as the cut =sccre
rises. Hernce, it will be necessary to establish a cut sccre
that ginirizes total costs - actual ;lus potential costs
[Ref. 10, Fijure 2.7 shows a typical relationship retween

total staffinj ccsts and predictor cut scores [Ref. €].
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AlA

Icss of custcmers clients, or patients; Loss cf ycod
’ 14 -

will, etc., ard costs 1incurred in replacinrg failing;
€efflcyee.
e Frrcrecis rejecticn costs: EXpenses invclved 1in

rejectirg a perscr who wculd have opeen successful 1if
giver thke ofpportuirnity - ccnpetitive disadvantage if ne
is hirec by anctier firm, and costs ©of recruitirc and
assessirg an acéditioral agpgplicant to regplace the
L€ €ctee.

(2) Actuel Costs. Actual costs are actually

incurred in hiriry tle applicants:

e Fecruiting and assessment costs: Salaries of p€rscLrei
stefi, advertisirg exfpebnses, travel expenses, and

testing perscnnel evaluaticn costs.

e Irducticn and orierntatior costs: Administrative costs

cf adding the emplcyee to the payroll, and salaries cft

tte rew eafployee and «cthers responsikle for crierting
Liz tc Lkis new jcl.

variable cests: Additicnal €Xfpenses

-— IS e s e = — o n — - e s —

e Trairing costs: Salaries cif training and develcjiment
stafi, salary of the new ewployee duriamy trainiryg, and
ccsts cf apy =special materials, or facilities for
trairing [Ref. 5. [Ref. §].

Obviously, raisiny selection =stardard

{L.€., Ce€creasing tlke selection ratio) has w@mixed ccnse-

gquences. 1Ttere is a c¢¢st trade-orf involved when selection

standards are changec. These cost changes may be summarized

as ficure z.6.

There are inherent trade-offs fLetween
€rrcneots rejecticn and €rroneous accegtance selection

errcr. ikus, establistment cof any particular hiriry stardard
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tow Predictor score High

Figure 2.5 Scatter Diagram Showing Selection Errcr.

e Cvadrant IV refresents those individuals fc¢r waon
stccess was nct [predicted, but who actually wculd
succeed if hired.

Quadrant II and 1V represent selecticr e€rror
[Ref. 8].

By the CR2FER model, [rersonal costs of selection
identify two general types «<¢i costs - actual costs ani
fotential costs. Actual costs include expenses actually
incurred ir attaining a specific Juota of individuals.
Fotential ccsts include those expenses incurred as a result
cf errcnecus selecticr decisicrs.

(1) Potential Costs. Potential costs migjkt be

incur

Ls accertance c¢csts: Expenses 1invclved 1ia

red if a wreng selecticn is made:
e Errcrec

acceptirg a subsecuent failure intc prograa - record-
keeging costs, terminatico costs, <costs of undesiratle

jek  kehavior suct as nmaterials or equipment damaged;
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Tuis strateyy nas rfoliowinj probliems: (1} Many
crgjanizaticrs have reitner the time ncr the resouices to
conjuct a lcnyitudinal gredictive study. (2) Organizaticus
are scnetimes reguired by law to make decisions on the lasis
Cf tests. Irn U.S V., City. Louis(1976) the court ruleé tlat a
rredictive validity design was inagpropriate due tc the
lenytlk cf time rejyuired to ccnducted such a study in view ci
the legal duty of the organization to establish a wvalid
selecticr procedure immediately [Ref. 8].

A variatico of the predictive-validity desicn is
to use tle test in saking the selectior decisions{e.g., by
e€estakliskirg a cut cff =score), and to collect jco-
ferrcrorarce data. Tten, measures of association Lketween the

test and jcl performarce are ccmputed [Ref. 8].
S. [Leterminatiop of The Selection Strategy

In perscnnel selecticn tae name of thne gaze 1is
predicticr, for mcre accurate predicticns result in greater
cost savings(monetar)y as well as social) [Ref. 5].

3. The Conceft of Selection Error

At what level the cut score is established has
substantial implicaticns for =selection error. Illustratios

cf this situation reters to figure 2.5 [Ref. 6].

e Cuadrant I represents those individuals for whem success

was fredicted, ard who were indeed successful.

e Cuvadrant II rejresents these individuals £fcr whon

syccess was not (redicted, but who did aot succeed in
tke Zck.

III rejpresents those individuals fcr whon

-——— - - -

sitccess was not fpredicted and who actually did not
stcceed in the jct.

19

P . . . . . . 3 . R
. . . . . - - . - T I PR soa . . e g
) M P Sl AW WP LAY YhAT T Sy WY U L. .. ‘s PO VPR e R YN ST 2P IPNL) P Sl GNP PUE e

L. 2.y




e gepeTT—— v

This design has been criticized on several .
foints: (1) Test scores are obtained frcm irdividuals
alrealy €nployed in the job, therefore, the results may cct

- apply tc the apgplicarts objectively. {2) It 1is jpcssitle
that current etployees change by developing [particular
=skills pecessary for success cr the joo. (3) Job incumkents
zay alsc respond differently while taking the tests than ot
applicants,

But, the ccncurrent design is more expediert arnd :

les: ccstly than gprecdictive validity, so it is the zcre

comicrly used prccedire [Ref. &].
k. Predictive Validity

Predictive validity refers to employees teing
tested prior to emplcyment anéd hired in some basis «ctler
tnan the test scores. Ther, at a later time, Jjob ferform-
ance neastres are ccllected ard correlated with the test
scores [Fef. 8].

Figure .4 shcws the essential feature of

fredictive validatior.

_ _— - - _ - ————,
Tige period 1------ >Hire------->Time feriod z - ]
Jdct ?p;licants Curre?t emplcyees \
L 20 . N .
Cttain predictor Obtain critericec
sccres scores

Figure 2.4 Predictive Validation Design.
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3. (Critecion

- e — -

Criteriocn is standard shich can te used as yardstick
for measuring eagloyees' success or railure [Ref. 5]. This
definiticr is Juite adeqguate within the context of ferscnrel
selecticr, placement, and performance evaluaticn. It is
useful wlen rredicticr is irvclved - that is, in the estab-
lishomert cf a functicral relationship Letween one variatle,
the fpredictcr, ard arncther variaktle, the criterion [FKef. £].

4. Bssessment of Validity

Itn

Critericr-related validity means that a predictcr is
associated with a «critericn. To perform the validation
study, =sccres on both predictcr and criterion measures mist
Le oktained from job arplicants or employees. there are two
cifferent approachs cr designs for doing this - ccrncurrent
and predictive validation [ Eef. 6].

a. Concurrert Validation

In conctrrent validation, both predictcr and
critericr scores are ckttained from empioyees concurrently omn
the -ck wltich the validaticn study is being ccnducted
[Ref. 6]. this methcd is shown in figure 2.3.

{=om—— Time period I---->
/
Current eaployees Current employeces
Cbtain gredictor Obtain criteriorn
SCOrE€s scores

Figure 2.3 Concurrent Validation Design.
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-~ to use a predicter must be Lased on an overall assesszent ci
its likely wusefulness. 7These factors are tnre size <c¢f the

validity cceifificient, the selection ratio, and the lase rate

[Ref. S].
e Vaiicity «coefficient: The validity coerticiert |is
defined as the correlaticn between predictcr and

[VRURILEY | SRR

critericn sccres. The greater tne validity ccefficiert,
tte scre useful a predictcr will be [Ref. 5].

e Sfelecticn ratio:

P-4
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Figure 2.2 Selection Ratio.

Assuming that the predictor is valid, tne lcuer the
selecticr ratio, the more userful the predictor will te ixn
identifying successful agglicants [ Ref. 6]

¢ DBase rate: In deciding whether or not to use a rew
predictor, the currert bacse rate enters intc the decision
Frocess. The base 1r1ate is defined as the percentage «cf
currert engloyees that are considered effective cr
successful, and thus ranges frcm 0.0 percent to 100 jercert.
Wita lcwer lase rates, there 1is more room for imprcvetent,
and thys, a new jredictcr takes on greater [pctential

tsefulness [Ref. 6].

16

P e - - . R R LA R L T DA N N .
PP LIPS A Tl Tl WP S ARSI UL S DY, WL Y VI YUl W TRa W A TN IS DRI T W G T W | . AN A WS WO WP DI, WP O n -




@

{=-==~=-—~==--JolL analysis-------- > |
Criggricx Prégictcr
selecticr selecticn

N4
Measure Measure
status cr status cn
criteria predictcr
Assess .
predictcr/criterion
relaticnship
|
Yes Is No
{=====- relationship —-—---—=--- >
strong i
|

{ v
Tentativelé, keject
accept fpredictcr pfedlctcr

J
Cross—-validate Select
on new sanfle; a different
periodically check predictor
validity thereafter

Figure 2.1 The Traditional Mcdel of The Selection Erccess.

z. [Fredictor

Crganizations use a wide variety of selectioa

instruzerts and procedures to assist in making <selection

decisicrs, including tests, aprlication blanks, interviewus,
and trainirg and exjerience requirements. collectively,
these are krown as ;redictors [Ref. 6). The actual decision




T 11. SELECIICN MODEL

General model cof the persconel selecticn frocess will be
preserted and discussed for prcviding the analysis tasis of
) the current selectior model and the frame of tne real selec-

tion mcdel.

- A. TFACITICNAL MODE1L

Tte goal of the selecticn jfrocess is to cafpitalize on
individual cifferences in order to select thcse perscas waod
. Fossess the greatest amount «c¢f particular <charactericstics
judged igpcrtant for ok success [Ref. S5].
Tbke tracditional selecticn mcdel underlying this agprcach
is preserted in figure z.1.

1. JoL Analysis

4 jcb is a ccllecticn cf tasks that can be perfcraued
Iy a sincle emplcyee to contritute to the production cf scme
froduct cr service ar organization provide. Each jcl tas
certain akility reguirements as well as rewards asscciated
with it. Jcb analysis is the frocess used to identify these
5 regquiresents [ Ref. 6. Jok apalysis is an elaborate inves-
tigaticn ard analysis cf the jobk by aeans of okservaticn,
interviews, and detailed checklists [Ref. 7]. Job analysis

is the ccrnerstore of the entire selection prccess. Cn the

tasis of this informaticn, cne cr more sensitive, relevart,
and reliakle criteria are selected. At the same time, cne or
gore f[fredictors (e.g., measures of aptitude, atility,

interest) are selected which fresumably bear some relaticn- *
ship tc the criteria c¢r criteria to be predicted [Ref. £]. ;

14
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f; Chapteér 1V fresents the Ferscnal characteristics tc take

- into acccunt for management cducation and the identification
zethcd. Ctapter V is p2gosed as a real selecticr 1odel
rased on tle consideration of the corditional elemernts of
Korear nilitary crgarization ard the analysis results cf the
currert systen. In the conclusion, several recommerdaticns
are presented.
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fossessed. [Ref. 3)]. However, the judgement and evaluaticr
cf the ferscnal characteristics of potential managers is rot
suppcrted with the current <selection system. Furtherrcre,
the NES grade distribution study shows that the average
grade of tike Administrative Science students in the last
five jears is 3.55.2 Eut, out cof the Korean students whc Lad
graduated fiom the maragement curriculum at NPS, only 1C.&%3
cfi tler Pad attained a grade bigher than this average. ct
course, there are mary controversies ccncerning the sulject
cf the 1relaticnshifp letweer academic perroraance and rara-
gerial akility and effectiveness. But, Harreil and Harrell
[Ref. 4] reported a direct relationship retween acadermic
Ferfcrmarce in postcraduate education in Dpanagemernt ani
ranagerial success as measured Ly management corfpersatiosn
some years after the graduaticn. Furthermore, the Kcrean
Military Marnpower Plarning Degartment regards nigh acadermic
perfcrrarce as a gocd indicator of an effective rmarager.
Therefcre, this study aims at evaluating the pricrities cf
the fpredictcrs of the current selection system, dincreasing
the efficiency <¢f the methcd of identifying the fersonal
characteristics of effective <candidates for  @maragement
€ducaticn, and makirng new selection strategies to take¢ the
higih acaderic performance from the overseas educaticr Ly
zeans cf increasing the efficiency of the current selection
systern. Ckapter I fresents an introduction. Chapter II
Freserts a general discussicno of selection 1cdel for
providing the analytical tasis of the current =selecticn
systetn. Chapter III presents a descrigticn and analysis of

the current selecticn system rased on the general amcdel.

— - - ——— —— -

27his scurce cohoes from " The NPS Grade Distrikution
Study."

3Cut cf 19 Kcrearn studects, onlé 2 students had attained
a g;ace ticker than tlke averaye grade @f 3.55. This 1ir -
paticr ccies frcm " [ata for Ihls Study" as reported ir
appendix.
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Educaticr LCepartment try to check tae general zualificaticn
ci the ajplicants of management education, the afpgplication
Ylank car ke wused fcr prelimirvary screeming device and for
1 gatherirg ceneral frackground data in predictirg the

successful academic feriormance cf overseas educaticn.
ﬁ <. Interviea

- Ads in the case o the arplication blank, the assumg-

tion undering the irterview is that data can te ctktaircel

shich will ke useful in predicting success oa the jelk. aail=
cbtairing such data is its main objectives, @most intervicws
Fave multiple purpose. The interview extends the [frccess cf
develcpirg sources c¢f applicants. Other purposes cf the
interview 2aight te screening for further referal, advising
agplicarnts about alternatives in employment, and furthering
Fublic relations. Olkjectives cf group interview migkt fe tco
assess fperscnalities and tc see who emerges as the leadec

[Ref. 7]. Purpcse distinguishes an interview frci a cesual

conversaticr. Interviewing ckjectives are many and varied.
The ptrpcse of the irterview gmay be: to explore anctter's
rind «c¢r sertiments; to oktair information in regari to

specific situaticns cr attitudes; to establish eligitility;
to izpart hkealth infcrmatior; to ascertain healtn hakits; to
€valuate resources;tc motivate to action; to yive advice; to
seek advice; and so cr indefinitely. There may be a jereral
purpcse for the entire interview with more specific minor
cbjectives which may be modified duringj the course ¢t the
interview [Fef. 12].

3. Feference Checks

—— e —m e Em - m e

Tke checking ¢f reference is one of the ;rccecures
used ir the emplcymert systeam cf most firms. It corsists o:
verifying irformatior given by an applicants or of oitairi.;

additicral informatica by ccmmunicatiny with jrevicua:s
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enplcyers c¢r other references, oI of both methods. Clecks
cn references are made by mail or by telephcne aad cccasicen-
aily in perscn.

The opinions <cf previcus employers and <ctlers aho
know tlte arplicart are generally wuseful in rounding cut the
ficture cf potential ferformance on a particular jck. Here
again, the assumpticn is wmade that data ocrtaipec in
reference-ctecking are useful in predicting successful
perfcrrarce. There is considerakle "face validity" irn this
assurpticn, since frevious ferformance is usually a fair
rredictcr cf future ferformance [Ref. 7].

Tte device cf checking reference is useful in assen-
tiin¢ tle fersoral cata of the applicants.

Cverall, tte application biank, dinterview, and
reference-ctecking car be used to contribute to the cverall
€effectiveness of the selection process.

8]
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III. CLRRENT SELECTION PEOCESS

d. LESCRIFTIION CF TEF CUBRENT SISTEM

_—ra XEERo S So=ZSmssn Zdoel

a. Reguired (ualifications

The kasic gualifications of officers fcr jcst-
graduate level anaracement education is essentially tased on
the fcllcwing factors:

(1) Fark: Captain c¢r above.

(2) Career: Company level of ccmmander.

(3) Service record: nornjudicial [punishment during the
J

gilitary service.
(4) East performance: Rating of middle or akove.
(5) Tctal grade at cvniversity: Average or atove.
I. The currert selecticn process

Figure 3.1 shows the current selection fpiccess.?

(1) All CUnits. Each unit decides tae fresent
and future needs «c¢f management perscnnel‘ Lbased c¢cn (a)
Advarcenent, (b) Trarsfer, (c) Resignation, (d) Retirements

cr (G) New fositions.

?Tkis informatior comes frcm tine £ducatiorn Departrmert of
the ¥creen pilitary Eead Quarters: The Selection Prccess for
Cverseas Education  in 1984.
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Figure 3.1 The Current Selection Process.
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(2) Maprcwer [Elapning Departmecrt. Fanpower
Flarrirg Department figures cut the present and future tctal
needs cf tkte personrel and determines the reguired rumker
for cverseas educaticr.

(3) Education Lepartment. The Educatiocn

Lepartment recruiits and selects the number of [erscnrel
raseé cr the determinaticn <¢i the Manpower Fiarrning
Cepartroert. ]
e Fecruitnent: Tke Education Department advertises the N
detailec contents to the qualified officers thrcugacut 5

all the units. If the gualified officers wart tc take o

tke cppcrtunity ¢f the forrmal education, they must hend

icr tle required fcrm at the Educaticn Department. After
deciding the gualificaticn about the testing, the J
results of the decision are delivered to all the candi- !

dates.

e Ipitial ECL test: All the candidates should take the

ECL1® test. The Education Department regards the ECL

WL

sccre as the mcst impcrtant factor of the education

selecticn.

e Iptervieuw: After the initial ECL test, the Ecducation

Lepartoent ccnsists of the committee to ianterview the
capdidates. Primarily, the contents of the interview
ccnsist of (a) Verkal akility, (b) #“ental attitudes, (¢)
Fctives of education, {(d) Physical attitudes, ané (e)
Gcals cf military life. By the interview, the ccmaittes
tries tc analyze the mental attitudes about the educa-
tico apd military service. Thererore, the interview is
nct a specific ard differentiating tool for maragement
€ducaticn but a ceneral tocl for overall quality.

. 8FCl: English Corprehensicpr Level test. Initial ECL test
1s given tc the apgll ant b{ the Education Derartment cf the
Korear pilitary. craal EC1 test 1is glven to the arplicant
Ly the Education Department of U. S. 8th Corps in Kcreéa.
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(4) First Selecticn. The Education Dejartiment

decides the adegjuate cfficers fcr the fcrmal educaticn azch
the capndicdates. The rriority cf the selection decisicn is as
fcllcws

{a) Sccre of the iritial ECL test.

(E) EResult of interview.
(c) Uriversity grade.

(d) Past perfcrmance and career.

(5) ZIraiping at the Military lLanguaj€ S¢
After tle decisicn cf the first selection, all t
should receive the Erncglish training course for six wmcrtts.
Eut, if the selectee is unable to take the Enylisn labnguage
course Ccue to the «ccmpleticn of his career, tkey are
exenpted frcm the English traiming course. In this case,
they are responsible for increasing their English atility
and pregparirg for the formal ECL test on their own.

(6) Final Selecticn. The Education Dejartment
arplies all the candidates to the NPS and the cardidates
should receive admissicn from NPS. Simultaneously, all the
candicates should take formal ECL test at the Educaticn
Lepartment cf the U.S. 8th Corps in Korea. At the ECL test,
they shculd attain €&C points cr more.® If the first selec-
tees dc nct receive admission from NPS and attain the
giniomum sccres of tle ECL test, they are skipped at the
final selection. Awmcrg the first selectees, the Educaticn
Lepartmert decides the fipnal selectees based cn the
follcwirng data:

{a) Admission from NES.

(L) Sccre of the fcrmal ECL test.

- —— - - - - ——— -

932  ginimum ECL s=core of 80 nmust be verlfled kefcre
Invitaticnal Travel Crders are issued. This is the require-
gent fcr management educaticp at NPS. THis infcrmation
comes frcom " POstgracdtate Educaticn for Korean Officers.®
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(c) Fesult of interview.
(d) University grade,

{(e) Past rerformance and career.

E. ABNAIYSIS OF THE CURRENT SYSTEM

The [fpurrose of this apalysis 1s aimed to dindicate
whetlher ¢r rot the current frccedure of selection is ccropat-
ible witl the presert and future needs of the organizaticn
in terms of mahagemert manpower.

This aralysis corsists cf two discussions. One discus-
sion deals with the extent <¢f efficiency <¢£f the «currez
system. 1The other discussicn aims to f£ind out the jrcltlexms

ci the current systern.

1. Jhe Validaticp Analysis of the Selection Predictors

crganizaticns use a wide variety of selecticn
instrumerts and procedure to assist in making =selection
decisicrs ircluding tests, arplication blanks, interview,
and trainirg and experience reguireament. Collectively,
these are knowr as predictors. Underlying the use of
rredictcrs is a defirite strateyy for intfluencing ferscrniel/
human 1esovrces cutccres. That strateyy is to attempt iden-

tificaticn and selecticn of thcse applicants most 1likely to

. ke effective eaployees. This fredictors are used tc assess
] applicant's ability ard motivation relative to the reguire-
o tent and rewards of tike job. Inplementation of this strategy
Ieguires that the organization first irvestigate the

PPRPLY PV

validity of predictcrs. This is accomplished tarcugh the
- conduct cf validaticn studies [Ref. 6].

Validaticn refers to the procedures used fcr gath-
- €ering validity evidence about a predictor: the outccme of a

ey
3
e g :-L;.L.'.

validaticn study indicates the degree to which the fpredictor
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is 1releted to a fersonnel/hurzan TresSoUurce cutcome. Such
informaticn @may be used tc decide whether to «use tac
predictcr fcr selecting future jcb applicants [Ref. €].

lThere are twc different approaches for G[perfcrsing
the validation study- concurrent and predictive validaticn.
The fpredictive validation methcd will be used to analyze tne
priority cof rredictcrs of the current systen.

Eredictors are the university gJrades and ECL sccre
Criteria are the NPS first quarter grade, the NES tctal
crade, aré the NES graduate course grade.

A fpersonrel panager Day wish tc¢ predict & frcspec-
tive enployee's -ob ferrformarnce on the basis of hnis cr ter
SCcores ¢cr an emjploygent test. A method of analysis tlkat
Fernits these fredictions is called regression awualysis
[Ref. 8].

Ey the regression analysis, a correlaticn cceffi-
cient is ccaoputed. Ccrrelaticn coefficient is a statistical
indicatcr «cf the relaticnship between [predictcr and
critericr score. 1In validation study, it is also called the
validity ccefficient. The symkcl for the correlaticr ccef-
ficiert is r. Numerically, «r values can range froc r=-1.0
to r=+1.C. The larger the value c¢f r, the strcanger the reia-
tionslifp ketween predictor and criterion [Ref. 6].

Takle I and II show the results of the recression

analysis.to

) 10Korean students have received very low rades aue to
the altsclute aB raisal s stem cf unlver51tg des in Kcrea:
100-9C(A),E€ 8,%&), 1<-70(C), €9-60 (D) e mlnlmum average
cf 67 =sccres is re 01red for unlver31ty graduaticr. tlis
syster is cifferent frcm the relative apprfaisal system of
cilvilian universities in Korea.
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It is importsant that a criterion be practical in

terms of time, effcrt, apd expense required tc ccliect

critericn data. If one were going to evaliuvate the efrec-
tiveness of a college¢ admissicn selection fprccedure, first
semester grade average wcuid be a very practical
critericp.t? }

1f it is «corcluded that the correlation reflects a 1
true relaticnship, tle zredictor can Le used rfor scisctiay 4
future jck agplicants [Ref. 6.

The rance of the statistical significarce ci the

relaticnshi; betweer tbe [predictor and tne critericr is 3
different as the numter of cases change. .

(1) The university grade has a strong relaticrsiirc
with tke NES first <cuarter grade (r=0.7250) and «cae ECL
score also has a stronyg rclationship with tne NFS first
¢rade (r=0.€098).

(2) The university grade hnas a strong relaticrshig
with the NES total crade(r=0.7745)and the ECL score las a
socderate relaticrshiy (r=0.382€). The university grace las a
strcenger relationshifp with the NES total grade than the ECL

score., Therefore, tike priority of predictor significance is

as fcllous: First, the urniversity gjrade. Second,tne ECL
SCOLE. 4

{3) The university grade has a significaat 1elatica- :
ship statistically with the NPS Jraduate ccurse grade: 1
strcrce relationsnip (r=0.761z). But, tae ECL score hLas & low X
relaticoshi; statistically with the ©NEFS graduate cculLlse
crade (r=0.2884).
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(4) This study indicates that the mathematics grale
in tre  vuniversity sutjects has a relatively hign valvue in
rredictirg the schclastic <success of the NPS education
{mathematics: r=0.4E73, English: r=0.2680, statistics:
r=0.0678C, economics: r=0.1117)

Therefore, mathematical backyround is very irpcrtant
for increasin; the grade of maragement education as well as
learnipg the quartitative prctlem-solving methods. This is
not scrprising, giver that the mathematics courses <cf tiae
Admipistrative Science Curriculum are business-orierted and
cesicred to give students the fundamental mathematice ltack-
cround pecessary for study in economics, statistics, and
cperaticrs research [Fef. 13].

(S) Highk sclkc¢cl mathematics and Engliisa grades are
rot significant in predicting the scholastic success. The
reascrs are as follcws: First, the validaty is very low
(Enjlish: 1=-0.0727, mathematics: r=-0.2313 ). Seccnad, the
Figh schccl level of Korea was unejuitable ketween rural and
vrbar areas. lherefore, the grades of the high scaccl
subjects dc not have a high value in predictircg the acacsgic

pecfcroarce.

3. [Lecision of dew Cutting

re and Grade

I(.n

Tte results cf <the validation analysis can tLe used
in the identificaticrs c¢f cutting score and yrade that wouli
result icr <rijher NPS grades. Figure 3.2 shows guacdrant
analysis whkich is used to help determine the new cuttirg ECL
score ard uriversity crade. The juadrant analysis is tased
cn the scatteryram letween the university and NPS first
guarter crade, and the scattergyram between the ECI test
score ané NES first guarter gyrade. Figures 3.3 and 3.4 skcw
the =scattergram between university grades and NPS first
guarter craces and tlre scattergram between ECL sccres and

MPS first quarter grades.
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Figure 3.z The Guadrant Analysis.

[+
[e])

[T

Tbe criterior is the KPS first quarter grades &
c<

0]

the fredictcrs are uriversity grades and ECL testing =

n
ct

re
The Lcrizcrtal line in tne diagyram represents NzS fir
guarter crades: Asscme that thcse otfficers attairned accve
this hcrizcontal 1lire are ccnsidered successful in tas
acadenic ferformance as rated bty the Education lefpartaect.
Assure that NPS first qguarter grade changes from 3.0(3) to
2.6 ir ircrements of C. 1.

ke vertical line ir the diagram represerts th

@

m

cuttiry pcirt on the university jrade arnd ECL test sccr
where tle ofificers scoring aktove this point wculd bLe
Fredicted =successful iu the academic performarce and
selected at the firal selection decision. Assurxe that
university yrade changes frcem 2.4 to 3.3 in increments of
C.7. Assume that ECl test sccre changes frcm 30 tc¢ <1 in

incregents cf 1.
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Figure 3.3 Scattergram between The University anmd NES Grades.

In figure 3.2z the pumker of officers who fell irto
the differert guadrart is given according to the criterion
(NPS crade) and r[predictors (upiversity grade and ECL test
SCOrE€). Ti.e accurateness of the predictions (X) made Lty the
new cutting university grade and ECL test score is calcu-
lated Lty agplyinc tle fcrmula ccntained in table IV. The
tase rate(Y) is calculated Ly applying the formula ccntained
in talkle 1V. The base rate is the proportion of appl.cants
w00 wculd succeed «¢r the joL if tests were not used to
select ttem. If the lase rate approaches 50%, the selection
systen demcrstrates greater value [Ref. 8].

Tatle III tc VII shcw the results of guadrant
analysis.
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IV. EEFSCNAL CEARACIERI S FOE IDENTIFYING MANAGEMERXI

-

Yanacement becomes any activity wanich involves lc<adingj
any grcup c¢f pecple tcward the attainment oI commch ok jec-
tives ir any walk ctf 1life [Ref. 15]. Thereiore, gecod
ranagy€rs, cnes who cet the rest out of their suktcrdirates
and wlc thereby froduce positive results for their crgariza-
tions, are the keys tc an crganization's success [Ref. 1€].
70 ensure <selection ¢f the Lest candidates for zanagemernt
educaticr, identification of G[personal characteristics of
€ifective ranagers is important. To 1increcase the erficiercy
cf managerial selecticn, first, the personal characteristics
cf a gocd manager must re defined. Second, the assessnent
pethcd Lcr identifyirg the perscnal characteristics c¢f the

candicdates should be cesigned.

A. FEFSCNAL CHAKACTEEISTIICS CF EFFECTIVE MANAGER

First, good managers care about institutional pcwer and
tse it tc =stimulate their employees to be more prcductive.
Cf the nanacerial tyfes, the institutiocnal manager is the
rost =successful 1in creating an effective work «clircate.
lso, tkis kiad of zanager creates hiyh rmorale because he

produces the greatest sense «cf crganizaticnal clarity and

tear =spirit. The irstituticral managers have five 3gajor
perscral characteristics:

(1) They are more organizaticn-minded; They tesd tc jcin

kI e e aiaiaian

LEere crcenization and to feel resgponsiple fcr builddirg up an

effective wcrk climate. (2) They like to work; Fecple who

have a Ligyh need tc achieve 1like to jet out «cf wcrk by

teccuirg mcre efficiert. But, managers who have a need for :
4
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Tbe dro; of the zCl correlation with the NS tctail
c¢rade ard g¢raduate course grade may ke explained Lty the
follcwing reasons: (1) The subjects are more diffiicult as
the guarter of the sclkcol year progresses. {<) The level of
ECL test i=s not =suitakle with the educational level cf NES.
The freceding twc reasons arI€ tae supplementary evidence for
changing tlte level aré style cf the ECL test. (3) lack of
interest fcr managemert educaticn and lack of incertive for
kigh ferfcrrance as the quarter increases due to the rela-
tively lcw cutput compared with the student's effort.

TLerefore, tc eliminate the <chance of education
failure ard to increase the grade from managerent ecucaticnh,
desired selectior f[prccedure should be desigred tc idertify
tunose officers who will beccne effective managers as well as
those wbc are 1likely t¢ achieve outstanding acadenic

[ericrgacce.
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the rCl test

evel an¢ limited s

The form of the EClI testing is centered wujcn

tyie o

ltn

listering ability. But, Ssfeaxing, <coaprehensicr, and
writirg akility as well as listening ability are alsc impcr-
tant tc¢ the Korean students. Furthermore, the validity of ;
ECL testing is relatively lcwer than university grade rased
upon validity apalysis and alzcst all the Korean studerts
have tad a difficult time in studying due to the Erclisa
language frcklems.

PR

Next factors nust be considered to solve the Erciish
languace rrcblems:

(1) The new style c¢f ECL test must ke more CCIpIe-
tensive and valid thar the [fresent style. (2) The exparsion
cf larcuage trainping time: It is very difficult fcr Kcrearn
cfficers tc have spare time to 1increase English lancuage
ability during the regular duty tinme. Therefore, the 1
Educaticn Department wmust prcvide a longer formal lancuage
training time than the six moaths whicn 1s currently
allcwed. !

Tke strength of English 1language trainirg will
certainly ircrease tie individual's chance of learrirc and
understardirg the essential thecry of managemeat educatior. 1

Desirable Erocess of Identifying Eersoral ]

The correlaticn of ECL point with the NPS first

quarter crade: r=0.6U4€7. The correlation c¢f ECL point with
the NES tctal guarter grade: r=0.3828. The correlaticn cf
FCL pcint with the NES graduate course grade: —r=0.2£84.

The correlaticn of ECL point with the first gquarter
grade is higher thar the ccrrelation of ECL point witlh tke
total cuarter grade. The ccrrelation cf ECL point witn the
NPS graduate course grade is low.
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Eut, it has leen fcund that the university grade is
more valid than the FCL sccre in predicting the NPS grade.
The fpricrity of the predictcrs should ke rearranged as
fcllcwes: First, uriversity grade and mathematics grade of
the uriversity subject. Second, ECL score. Third, irterview
results. Fcurth, past perfcrazance and career.

-~

2. 1dhere is no Lesirable Cutting Standard

Under the current selection system, the mazcrity ¢t
Korear =sttdents whc have graduated zfrom the @maragement
€ducatior curriculum at the NES attained a jrade 1lcwer ttlan
the NES average. The same 1s true for the fpresent students.
As tlte Educaticn Ulepartment regard tlke high acaderic
pFerfcromarce of pcstgraduate level education as a gocd indi-
catcr of an effective manager, application of the nrnew
cutting sccre and grade as the standard of selecticn might
increase the academic perrormapce of tae Xcrean studerts. If
the [FEducation Department warnts to apply the new cutting
=core as the selecticr standard of wm.unagement educaticr, the
new selecticn syster cf candidates should te designed with
the ccmkbination of all the c¢ther sujyested ideas Lased cn

the aralysis of the current systen.

3. B¢ Comprehensive Selection Strategy

The Educatiorn C[Lepartment regards the ECL sccIe as
the first important factor fcr the overseas educatior selec-
tion. 1The cthers are only supplementary factors to increase
the idectificaticn of the desiraktle applicants. 1Therefore,
when selecting the ajpplicant, a lot of subjective judgement
is activated to decide the selection stratejy.

Eut, the application cf the new selection strateyy
rot crly eliminates tlke subjective decision of the selectcrs
kut alsc decreases tlte complaints of those not selected for

cverseas edvcaticn.
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The applicaticn of the three selection strategies
will elimirate the <surbjective selection decisicrc fcr the
cverseas educaticn ard increase the efficiency of the selec~

tion systern.

C. EFCBLEMS OF THE CURRENT SELECTION SYSTEM ANL 1HE
SCIUTICKNS

Urder the current selecticn system, the Korean studerts
have attaired very 1low grade compared with the <cther
studerts in the last five years.The NPS grade distriluticn
study shcws that the average gradel3 orf the Administrative
Sciernce stucents in the last ifive years is 3.55. But, cut
ci tke Kcrean studerts who have gJraduated £roa the NEZ in
the 1last five years, only 10.6% of the students have
attairec¢ a crade higler than the average.

Tc increase the level c¢f academic performance from the
cverseas e€ducatiocn, the protlems of the current syster muist
te i1dertified <from tlte analysis of the current syster anid
elizirated througa redesigning the selection.

The fcllowing factcrs provide a clarification cf short-
comings cf the presert system tased upon the results ci the

analysis.

1. 1he Priority cf The Eredictors

——-— e e im—

Under the <current =system, the priority «c¢f the
fredictcrs are as fcllows : First, ECI testing sccres.
Seccnd, interview results. Third, university grade. Fourth,

rast perfcraance and career.

- —— - - - - ——

13Tke fcllowing is each Iear's averaye #rade cf_marace-
gent cuvrriculum at’NES: fall '78 - summef '79: 3.57; £f3&ll
'79 - susomer '80: 3.f%; fall '80 - summer '81; 3.5“@ fall
'81 - summer '82: 3.%); "fall '82 ~ summer '83: 3.82. 1The
averace ¢rade of the five years 1is 3.55. This data couzes
from "Thé NES Grade [istributicn Study."
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university. If tle final =selectees fall within tris
' categcry, they are tie most desirable applicants ard cifer
l ) the Lkichest potential to achieve high acadeaic perfcruance
' in the maragement edvcation. If the number of fical selec-
tees Lelcncing to tkis category are over or under the

required number of officers fcr the overseas educaticn, the

i third strateyy should ke applied to select the kest appli-

cants. ;
. e 1hird strategy (multiple regression) ]
E The weights which enter into a nultiple-regression

g €guaticn are determired entirely by statistical ccorsicera-

tions. Fredictcrs which bhave hnigh correlaticns with

W TR

critericn j;erformance and are relatively independert of
cther predictors are civen the largest weights. Predictcrs
q whick Lave relatively low correlations with criterion
i perfcrﬁance or are tighly related to cther predictcors are
given ccrrespondingly smaller weigynts. Aithough the statis-
tical weigktings are constant zror all individuals, the

fredictor scores will vary widely from individual tc indi-

e T

vidual. Hexrce it is possiitle for individuals with widely
éiffering profiles «¢f predictcr scores to oktain identicai
scores fcr the critericn beiny predicted. [Ref. 11, The
b university crade and ECL score ty the results of the step-

A

[ wise regression are imgortant for predictiag the acaderic
rerfcrmarce in the manajement education. Therefcre, the
folicwirg eguaticn is forpulated by using the weights ir tne
€yuaticn Letween them and the NPS first juarter grade.

I.
Y TR

- Y = -0.2C3 + 0.679%X1 + 0.C15%2 (egn 3.1)

K
Y(criterion sccre) is a function of the university

grade (X1) and ECL sccre (X2). If applicant receives Ltigler
values ¢f ¥, he will Le selected.
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{3) Assume tlkat thcse officers who attain the MNPS
grade 3.C{E) or better were considered successful ir the
acadenic performance as rated ty the education departzect,
the pnew cutting university grade and ECL testing sccre wculd
re useless.

Cverall, to ircrease€ the NPS academic perfcraance of
Korear students, (1) The Education Departaent shouvld recriicz
and select thke applicants who have attained hijher univer-
€ity grade and (z) TlLe ECL test score shculd Le increased Ly
reinfcrcing the trairing of tke Englisa language tlrcugk a

lcagerxr pericd cf trairing.

4. [Leciding Selection Strategy

wbker decidinc¢ the selection strategy, there =are a
runker of ways tc prcceed, (1) NPS reguirewents {minizux),
(2) Yrultiple cutoff and (3) Multiple regjression.

A ccmbinaticr of the multiple cut-off and zultigle
regressicn apprcaches is c¢ptimal. The multiple cut-cf:i
nethcd rnmight be used initially to select individuals on
those variables where certair minimua levels of atility
are rmarncdatcry. Follcwing this, the multiple regression
method gmay then be tsed with the predictors to fcrecast
critericr status [Ref. 5].

o First strategy (MES)

All the selectees must attain a miniiumum sccre ci 80
cn the ECL test and receive the averagje gyrade of the uriver—
£ity. 17Tlese minimum levels are required for the maragement
educaticr in NPS.

e Sfeccnd strateqy (multiple cutoff)

To increase the academic performance of maragement
€educaticr in NPS, agfpplication cf the new ECL cuttirng sccre
and uriversity grade is desiratle. All the selectees nust
attair a score of 90 or more on the ECL test and
simultaneously receive a grade cf 3.0 or more at the
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Validity, selectior ratio, and Lase rate act in
comciraticn to deterzine the usefulress of a new fpredictcr.
Ihe Taylcr-rRussel labies12 specify the percertaje ci
successful employees resulting froa various ccmbiraticrs of
validity, =election ratio, aud base rate [Ref. 6]. These
tables right bLe used to determine the new cutting score.
Therefcre, the new cuttiny score will pe determined withk the
use cf guadrant analysis data as well as the Taylor-Fussell
Tables,

The kest cutcifs for uriversity grade and ECIL =ccre
ére Ce€cided by the fcllowinc¢ decision rule: The ftest cutcfs
grade &ré scere are at tne fcint, where the value (¥ - YY) is
greatest, ard the success ratic (S) and selection ratic (N)
are re€alistically reascnable within subjectively accegtarle
value.

{1) Assume that those officers wihc attain the MES
average crace of 3.5% cr better are considered successful in
the acacenic [ecrfcrgance as rated by the Education
Lepartmert ¢f Korean pilitary Head-Quarters, the Lew cuttinj
university grade and ECL score should be applied tc the
selecticn of managemert education. The new cutting univer-
sity crades of the applicants should be 3.0(3) «c¢r Letter.
The new cutting ECL test sccres of the applicants shculd be
S0 cr tetter. |

{2) Assume tlat those oificers who attain the NPS
grade 3.2 (E+) or Lketter were ccnsidered successful in the
acadenic rerformance as rated ty the education derartrment,
the rew cutting university grade should be 2.7 cr ketter
and tle IClL test cutting sccre should be 87 or better.

- — - —— -

12, €. Taylor arnd Jd. 1. hussel, "The Belaticrshiyp of
Validity Ccefflcients to the Practical Effectiveress. of
Tests il Selection : Discussion__and Takles," Jourral of
Applied Fsycholegy, 1539, 23, fp. 565 - 578.

4eé

. .t . - M. )
a® e ¢+ m v tata et LTttt B N R I R Co IR
e - L R R AR B R R

LY

e TERREr




iyt Jnt Sb et Sad S Sl B

.
il A dee b e dendead

/
ONO\O NN NO\D NNy > J
SO OVINN T 2y O OWVONNT T ;
= ¢ 5 ¢ 0 v s 0V e S L2 2O D R I I BN B N ‘
Ll o la e ld e e lelo Yo le lplelalwlelelelele ldld e )
3
NN MO > o> PONN OO 3
MM UL IUNOOOOM NONMM P =P P FNONDO s
(%} 0 0 0 e 8 o s Y s s S0 3 s 0 g 0 g 0 e o
[olelelelelélelwlelelole ] DOODOOO0DODOOO b
—
> i
e UNONONONONON SN O ONON ONEN TIITIITITITITIITITY
;] lsalagloslas lnalasiaslsslaning lanlas] OANONONONOIONONONONON NN ,
v el *® 9 2 & 9 % & " 3 % & ¢ [ I I B R B BN B BN BN B B ) .
v} (wldleldlelelelolaeld fele [&laldlalelelelels lole lo)
Y
~
i ] AN WOWONONN = FIONODTITFTONN =4
=] M TN SN0 W O (N F T O OO~ ODODO
L] > ¢ ¢ s et g0 e} s e " ¢ 9 8 g s 0 00 0 0 0
OOOODOOOOOOO [>lelelelelele lelele o le]
+~
-~ 4
~
o
~ ¢/
L R -
- 3 -3 O
@ O DO O (NMINOONO ™= Q=N TN OO ™
g =0 [ee]ecloeloslesleotesloolselsolo,to)] DOODVLODDDRVON
[ ]
-]
[
)
N4 3
Q 0 v 8] Ne)
[aT S . ]
2] o) ™ ™
-~
4
o
w
Q
(=1 =t [oalielad ad n Y el aalVe Ve Ko 2= Jog] SNBSS 3
n+- Land and anl ol -
&
(=]
w
o
=R ] OMNOVOOOONNMMY ONWYWOVOOONNIF TN
+ Lkl ol od ok ol ol Ld pd ol ad ol ol o d ol
[7p]
U4
Q
“: [elelolelelolelelolodad o [elalelelelelolelelo o lo]
W
-
&=
2
= W OWER W RIS WO \O DO OO0 OO
a5 K
i
.1
| i
\
v
USRS WP WU S, PO PP IR Y N U PR AP A IS S S SR Y. & %y LRGP G Y . T V.V |




NN
A~ oN T
I R B R R I |

- [ Slelelelelelele oo told

NWOWO

NSNS S ISV M

IDUNINO O OO S~

e ® o 0 9 9 8 e 0 ¥ g
7] OC0OODODODLROD

CONONONONEN UNONONONEONONON
[Ta]Taltal¥alValVa tallalValialtalNy]
[0 T 2NN I Y R NI N N
>4 [olelelllalelele lo Lol o]

N NN @O OO DN
OO OO0 O™
R R I I R I ]

.
> [elololislolelololelelo i)

]
o
)
3] =]
- -1 0O
m (G N8} O~ NMINOMNDNHO™
- d Y} [oelesTooToolovie bXoolsotoole oo l0p)
[ 2]

Results of The Quadrant Analysis(IV)

Q
o
n o ™
ST 3
= O [aa}
=g NOADNNN TN
nH- -
-
=
W
el ]
I ONMMS SO0 D
- —
1% ]
Yed
o
[ OOMMMMM e NN
el
w
S -~
=
=2
. Z -y MMOOOOTONMW LI
. e - e
@ .

Il

| il ans i g o o o i S e e g e -
® ..

| g lin e sa b g

3
r
»
'

OO NNy ¥

[salalaniVoiVelVellalto R 2= £t 4

S0 e e 8 s 0 s 0
e lolwleldlelelelwlelo]

O MANON P =P

MM 2P FNHNONOOO O~
¢« 2 ¢ 8 9 0 2 2P 2 PN
[olelalalelelelolelofo o]

WO WO O D WOWNO WD
MM MMM MMM MM
R I B N R I I )
[olalSlelelelele s le Lol

DS NN O X OO OO
M INO OO
0 8 ¢ 0 0 0 ¢t 0 T 0

[elolelelolelelels le Lo la)

Or~NMINOHONO ™
ODODDIDODDNO

WS runn 3m

— -

ONNNYOYOY T~ (NONM

e p— o g

OO NN

YA WM D WD S~~~

44

P

AN N "™

&




s (111)

i

TABLE V
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Figure 3.4 Scattergram between The ECL Scores and NFS Grades.
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instituticral power actually se€enm to like tne discijzlire ctf
scrk. It satisfies thkeir need for gettiny taingys dcre in aa
crderly wvway. Furthermore, they believe strongly in the
impcrtance cf certralized autncrity. {3) They seenm cuite
willirg tc sacrifice scme of their own seli-interest for the
welfare c¢f the orgarization they serve. {4) They heve a
keen sense cf justice. It is almost as if they feel tkat if
a perscn wecrks herd ard sacrifices for the good of the crga-
rizaticn, bLbe should and will get a just reward for tLis
effort. (S) Maturity; Mature people can be wmost simply
descrikec as less ecctistic. Scmehow their positive =elf-
inage is nct at stake in what they are doing. They are less
defersive, more willirg tc seek advice frcm experts, and
have a larger range view [Ref. 16].

Seccnd, the wmore fully bhuman organization ds distir-
guished frcm a machire and reccgnized as a structured ccati-
caticr c¢f self-ccnscicus, self-determining individuals, the
pore sigrificant beccmes the role of the leader in Lkuman
crganizaticrn [Ref. 2 . Furtheraore, in view cf the rmcurtiny
froblems cf the crgarnizations today, the leaders must have
follcwinc fersonal characteristics: (1) A ygreat oneed of
human understandiag, (2} A caracity for iatrospecticn, {(3)
Intuitive integrity, (4) A =<sense of total responsikility,
{5) Ccurage (6) Decisiveness, ard (7) A desire for accca-
plishrent [Fef. 2].

Ikird, a list of desirable managerial traits in
descriking and predicting managerial effectiveness includes
the fcllcwirg: (1) Alle to sustain defeat, (2) Alert, (3)
Aabiticus, (4) Assertive, {5) Good judgement, (&)
Competitive, (7) Exticverted, (8) Frearful of failure, (9)
Groug- criented, (1C) Honest, (11) Intelligent, (12)
Mentally Lkealthy, (13) Cecncrete, {(14) Creative, (15)
Lecisive, (16) Dedicated, (17) Dynamic (18} Emoticrally
stakle, (19) Energetic¢, (20) Cptimistic and ccnfident, (21)
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Fragmatic, (22) Predictable, (23) Reality-oriernted, (24) rl
Self- ccntrclled but deifensive, and (25) Tolerant fcr Icuis- '
traticn. These traits looks like displaying just akcut hLumaa .
virtues [Ref. 17 ]. :
Cverall, effective managermert involves a set of jerscnal :
characteristics whick at least vary <£froam situatiom to situ- %
aticno, and with the resgect to rpeogple icvclved.
Concerptually, approaching the problem <from this [fpcint of
view, it stkculd be fcssipnle tc¢ arrive at some basic charac-
teristics necessary fcr effective management in the fartic-

ular crgarizational situations. The particular situaticns

PP TR T

cf the Kcrean military organization, which reguire urigue
demards cr the effective managerial officers owirg tc the
growing ccmgilexity c¢f duties kteyond the comktat skills and
the intersive emphasis of the rationalized military crcari-

zaticp, @make many iamplicaticus fcr the military officers in

e Ay . ammmme L 2 4 .9 &

canagerial jositions.

Eecause of the particular situvations of the Korean mili-
tary crgenizations, the follcwing characteristics play an
important rcle in determining the effectivemess of a partic-
ular officer's job ferformance inm managerial [pcsiticrs.
These sane characteristics are ueeded to ensure the &aigh
acadenic performance ¢f management education at NPS.

1. A great need cf humar understanding: As the leacer's
r1cle is to gair responsibility from geople, be must

A m m o w e s e x ¥ B N R K AN mamme & ¢

in scme way re€late tc thenm. There 1is no persck mcre
igpcrtant in a vast system of interrelations than the
cre at the tcg. In human orgamization the leacder's
sensitive understanding cf human nature is more vital
tc¢ Lis performance than any vast accumulaticr of
krcwledge or skills ccncerning science, technology,
statistics, «c¢r abstract reasoning [Ref. 2]. Under
tte conscripticn system of the private grouj, ttkis
ctaracteristic 1is important for increasinyg the

urderstanding lretweer ferscrnel.
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2. Self-sacrifice: The effective manajers seem cuite
willing to sacrifice scme of their own self-interest
fcr the welfare of the organizaticn they serve (
[Eef. 16]. This dces not refer to the officesr’s
readiness to <csacrifice his life 1in a comkat situ-
aticn but ratlrer his willingness to sacrifice scre of
his self-interest fcr the penefits of the crganiza- i
tion. This characteristic is necessary for tte pili-
tary manager whc 1s respoansible for wmaking the
rpilitary cryanizations sopkisticated.

3. Keen sense of ustice: Effective manajers feel that i
if a perscn wcrks hard and sacrifices for the gccd of
the organizaticn, he should and will get a just
reward for his effort. Moreover, managjers whc héeve a
need for institutional fower actually like the disci- i
fline of work. It satisfies tneir need for gettiny :
things dore in an orderly way [Ref. 16].

4. Acaptability: Effective leadershifp is the tehavicr
wkick is most aggrorriate to the situation at the {
time. Rather tian assuming a predetermined leadershiy V
mcde, the leader must «respond to <ccncurrerntly the
nature of the [froblems, the needs of his organi:za-
tion, the interacting environaental forces, an¢ the '
capakility cf all the individuals ccaceroed
[Fef. 18]. Trerefore, the effective managers must
have the sensitivity to understand the cnange aré the
atility tc¢ adafpt to the <chanying reguirements c¢f his i
jcb. The effective manager usualily has a high ability
tc acapt.

5. Fespcnsibility: The leader of human organizatico ir a
free society 1is charged with the responsibility cf
developing a complex and coordinated syster of
respcnses fros many individual <centers of reaction

ard initiative [Ref. 2]. As the wmilitary ferscrnrel
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are requirinc a nore rationalized sSystes 1ir wLich
ttey operate and are€ anticipating more «c¢crplex and
diversified resgcnses frcm their leaders due tc tae
higher educaticral 1level of tne military jerscnnel
urder the «corscripticn system of the private group,
tle military leaders have a ygreat responsikility fcr
developing a complex and coordinated systea of
raticnal respcnses frco the military persornel.
Strcng desire fcr accconplishment: The military cper-
ates under dJifficult ard arduous wcrking ccaditicrs
c¢wirg to tensicns with North-Korea. Scmetines, gili-
tary personnel must perform duties within strict tiazse
sctedules €ven under difficult condéitiors.
Acccoplishment cf these duties within fprescrited tice
sctedules is critical for national security.
Tclerance for frustraticn and stress: This character-
istic is very important not only for 1increasir¢ tae
academic perfcrmance tut also for increasing the
eificiency of the wmilitary organization. Kcrean
students at NES usually experience higb stress due to
language EFXcbiens and externsive wcrxicad.
Furtltermore, a 1lot cf stress and frustraticr fpush
upcn the military managers during regular service
tize. The alkility cf tolerance for frustraticu and
stress is very important characteristics cf Kcrean
students for ircreasing tae academic perfcrracce as
well as for increasinyg the efficiency ci the military
crgarization.

Intuitive intecrity: Not only does the effective
cccrdination «¢f the wvaricus parts of the Lusiness
depend on the ccnceptual skill cf the administrators,
Eut also does the whcle future direction and tcne of
tte organizaticn [Ref. 19].
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- After the completion of management education, Kcrean ]
students are assigned to the special statff cf the j
Head Quarters aud beccme the individual @ranagers of N
izpcrtant military units. It follows that intuitive ]
irtegrity is a «critical factor for the <eifective
cccrdination «¢f the various parts of the gmilitary

urits as well as fcr the future directicn cf the
military crgarizations.

9. Maturity: Mature people can be rost simpiy descriteid
as less egotistic. Scmenow their pcsitive self-inage

is nct at stake in what they are doing. They are

less defensive, nmore willing to seek advice frox
€xperts, and have a lcnger range view [Ref. 1¢€]. :
1kere are lcts of communication prolklems Letweer the
gilitary ferscrnel due to the bhighly authoritzcian
rules. Therefcre, maturity is ar imgportaast factcr ir
rakirg the military a rational and sophisticated
crgarization.

10. Crgarization~gminded: Gc¢ed managers ternd to Jeirn xcre

o TR

crgarizations and tc¢ expand their individual fower

¥ ;-l

fcr the furpcse of increasing organizational fprcduc-
tivity by means of €stablishing effective wcrk
climate, Esiecially, this characteristics cf
crganization-zinded is very Jimportanrt tor estakb-

lishing effective and rationalized military systen

'."'._':'Jnr_-; .

under the trarsitional feriod orf reorganizaticn.

E. EVALUATIION METHOD CF IDENTIEFYING EERSONAL
CEABRBCTERISTICS

Ir crder to identify good managers, the assessrent data

O PRSI T

cf managerial selecticr can Le ccllected judgemently (€.g.,

irterviews, ratings cf performance on situational test),

PN

secharically (e.g.,pafer and fpencil tests), or in fkoth ways 3
[Bef. 5].
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L Amcng paper and fencil tests, psychclogical test is rice
;Z tool. Eut, all psychological testinygy should Le frcperly
'i supervised and scme tests, such as projective tests, =slould B |
ke adainistered cnly Iy qualified psychologists. Ipn gereral,
interpretation of psychological test calls for a wmuchk higtker
level cf frcfessiomal skill, and a sizable number ci tests
\ shoulé¢ te interpreted only by gJualified psycholcgists.
Ferscrality tests, ir particular, are subject to misuse in
mi the herds c¢f the laygan!+ [ Bef. 7]. Furthermore, there is
E; eviderce thkat faking can take pflace on these gyuesticrraires,
e and tlere is definitely nc justification £fcr a [ferscnrel

nanager to utilize =such a test [Ref. 20]. As rar as ttis

writer is informed, the psychoclogical tests have 1nct yet

cshown a bigh validity in the Kcrean military. They are under
° the exjperimental stace dJue tc the lack of the prcfessioral
:i skill ané tle time ccrstraint. As a judgemental methcd, the
{ use c¢f interview andé past rperformance are zore useful and
- €xpedient tkan the ctier methcd under the current syster.

1« Interview

o Tke interview, which has been called a "ccnversatica

with a furpcse," is tsed almost universally in the staffing

-~ Frocess [Ref. 7].
Traditiorally, oral tests have Leen used fcr several
Furpcses : to test Knowledce and skills; to evaluate
.. trainirg and experience; and to appraise personal gualities
° [Ref. 21 . [Ref. 7].
. Key types of interviews are the depth interview, the

free asscciative interview, and the patterned interview.
Lepth irterview attespts tc develop evidence abcut deejer

14rcr a _further discussicn of who is gualified tc use
Esychclocical tests, apd for 3gestlons o how tc _lccate
gual;iled [=s gcn01091<t see hen eii French, "Psychcloglcal
- estin ome Prctiens and Solut10n< Perscannel
Aqm1n1=tratlon, 29, fr. 19-24, Maich-Aapril, 6
e
5¢




aspects cf gotivaticr and fperscnality. The interpretaticn
cf derth interview, lLowever, requires psychnological lack-
grouré¢ ard insight. In the free associative interview, the
interviewer needs experience and skill to follow the mean-
derirc¢s of the afpplicants and to keep in mind the tain
Foints that need to ke covered so that the result will be
integrated and meaning¢ful. A fatterned interview frcvides a
Eighly =structured, =systematic guide servinoy as a stakls
yardstick against which applicants may ke measured. Suca a
Fatterned interview will apfpeal particularly to the marager
cr irterviewer who likes an crderly, consisterLt ajprcach in
shicl the time can te contrclled and limited [Ref. 20].

Cverall, patterned irterview seem to be more useful
and e€xpediert than tte cther method of interview due tc the
lack c¢f fersonal skill and time constraint.

McMurry [Ref. 22] explains why the patternced inter-
view e€xplcyed with cther devices 1is likely to imfrcve tae
judgezent of the interviewers : First, the interviewer wcIKs
from definite jcb specificaticns; he knows what gualities
€ach jck reguires. Second, bhe has a plan; he krcus what
questicrcs tc ask. Tkird, he has been trained in the tech-
rigues cf ccnducting an interview (i.e., he knows hcw tc fut
the candidates at ease, hc¢w to make nim talk, and hecw to
extract pertinent infcrmaticn). Fourth, prior to the irLter-
view, le has <checked with cutside sources { frevicus
enployers, schocls, etc.) and already knows a great deal
about tte applicant. Fifth, bhe has a series of clirical
concepts (€.g., emoticnal immaturity) - which fprcevide fim
with a yard stick fcr interpreting and evaluating the irfcr-
maticr cktained from the candidates. Sixth, the interviewer
himself ltas been carefully selected to assure that he has
adeguate dintelligence and is emotionally well-adjusted
[Ref. 22. Researck cn inpterview as a means of selection

has prcvided a wide range of results.
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As the irterview teckrigues became nore systematized ané the
interviewers better trained, consistently Letter results
were repcrted. It is recommended practice that interviewers
take intoc account the various needs of the perscn lLeing
interviewed. This wculd include the needs for security,
kelcncingness, e€steem, wholeness, and seli-actualizaticn.
Crderly frcceedirgs, cordiality, and the avcidance cf urnec-
essary €gc-camaging events are ingredients found in the test
interviess. An applicant whc is kept waiting unduly, treated
coldly, dinsulted, ¢r given nc information is 1likely to
disglay defensive betavior, such as anger or hurmiliatica.
The ill-will <resulting frck an unsatisfactory irnterview
could =ericusly affect relaticns with employees «<ctr the
community. The conseguence of the interview, such as acceft-
ance c¢r re-ecticn of the applicant, will obviously have
important ramificaticrs in need fulfillment.

The rating frccess of the interview is sulject to
varicus errcrs: First, leniency. Raters ternd to jive carnci-
Cates tle fenefits cf any doukt; it 1is ccmmon to find 6C -
€0 % rated as abcve averaje. Second, central tendency. Itis
€rror, as the name isplies, 1s the tendency for raters to
tunch tleir ratings ir the certer of the scaie and tc avcid
the extremities. Thiré, Halo effect. Ir a candidates creates
a favcraikle impressicr by his excellence in one trait, he
nay ke rated well above average in every trait withcut
discriniration. If te has created a ktad imfressicn in cope
trait, raters may find it difficult to shake off trat
impressicn when ratirg hizm c¢n various other traits the
tendency toward halo increases as the number of traits tc he
rated increases. Fccerth, stereotypes. 1This error results
when 1raters base tleir ratings on the o0ld type fallacy
[Ref. 21 .

In the well designed f[patterned intervies, the

Educaticr Department can olbtain a comprenensive ficture of
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the candidate's aptitvdes, arkilities, training experience,
Ferscrality, and cheracteristic traits as related tc¢ the
Fositicr fcr which he¢ is being counsidered.

~

2. BAprraisal of fast Perfcrmance

Ferformance aprraisal is the systematic description
cf drdividual jcb-relevant =strengths and weakness. Such
information is useful in a variety of contents: As a lLasis
for fperscnrel decisioas, as a criterion 1n perscnrnel
researck, as a predictor of future performance, as ar aid in
€stalklistirg training cbjectives, and as a personnel devel-
cpmert tccl.

Ferformance rneasures can be «classified intc two
general tyges: Okjective and subjective. Okjective jerfcrum-
ance uteasures include rproduction data as well as ferscunel
data [Ref. £].

Cfficers have several key records cf past ferform-
ance trrcugk the military =service. Therefore, okjective
Ferfcrrarce measures can be used to evaluate tle ipast
rerfcrrances of cofficers for the purpose cf identifyirg the
ferscral characteristics of effective managers. Irn differen-
tiatirc cfficers for a specific privilege, the records of
rast perfcrrance can te used as an important differertiatiryg
factcr fcr ccmparing candidates against one another. As Key
teccrds c¢f past perfcrmance fcr identifying the successful
cfficers fcr higher academic grade, the following can be
taker into accounts: (1) OEC (Officer's Basic Course) grade.
(2) CAC grade. (3) The Grade cf the other military schcol.

As key records of rast performance for idertifyiny
the Letter future marager, e€ach candidate's past performarnce
in a leadership role carn be taken into consideration.

Ckjective measures fccus not on behavior, ftut ratther
cn the «cutcomes or results c¢f rehavior. Admittedly there

will te scme degree cf cverlap between behavicr and results,
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tut the two are cualitativeiy dizfereant. Therefcre,
althcugh objective 1measures of performance are intuitively
attractive, theoretical and practical limitatious often make
them unsuitable [Ref. 5]. Cn this point, olbjective metlrod
cf past jerformance appraisal can be used opy t.e Eltucaticr
Lepartmert ¢f Korea rmilitary as supplemental device tc the
Iesults of of the irterview (appraisai can scerve as tae
criteria in perscnal research: the validation of the irter-
view recsults). Especialliy, the results of past perfcrzarce
can te used to identifying the following <characteristics
among tle desirable perscral characteristics mentiored
Frevicus: (1) The decree of resgomsibility, (2) Desire for
acccaplishzent, (3) Crganizaticro-minded, and (4) T1clerarncs
fer frustration and stress.

Cverall, the Educaticn [epartment a@mist utilize the
interview and aprraicsal of past performance as tne identifi-
caticp tccl of the effective manager and student. 1f the
Educaticr Departient use the inrterview and appraisal cf fast
rerfcrmarce as the cdifferentiating device for ccumparing
candicdates for management education as well as the cdeciding
standard for general educaticn selection, tne identification
cf desirakle personal characteristics as a effective marnacer

can Le ircreased.
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V. LESIGN OF REAL SELECTION MODEL

A. NEW FACIORS OF IMCREASING THE EFFICIENCY OF SEIECTIION
EFCCEDURE

Co the basis c¢f what has Leen discussed ufp tc this
Foint, the followinc factors seem to have ar impcrtant rcle

in ircreasing the efficiency cf the selection process:

1. Educational Eackground

Pecst investigatcrs repcrted tnat preparatcery schcol
grades were good predictors cf scholastic grades. Amcrg the
€ducaticral backjrounds, the igportant correlaticn with KiS

rades is as follows:
S

first, the university grade has a strong r<slaticrski; Witk

NPS first quarter gracde (r=0.7256).

Seccné, the mathematics and trnglish grades show a relatively
tigner relationship with NES first Juarter grade tkar tke
statistics and econcrics grades (mathematics: r=0.4873,
English: r=0.2¢€80, €CONnomics: r=0.1117, statistics:
r=0.C780).

Third, Fkigh schcol g¢i1ades Ly subjects area are useless as
predictcrs due tc very low validity with NPS grade. (matte-
gatics grade: r=-0.23:13, English grade: r=-0.0727).

Strength in rpathematics and English trainirg will
certainly increase the individuval®s <chance of acguiring
analyticel ability ard in learning the guantitative methcis
¢f prcklem solving whbich are necessary for today's rmaracer
in a techrical prcfession. These managerial skills are
frotakly cttainatle cnly througn rormal education.
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2. East Perforrarce Apjfpraisal

———— S m e me - ——— —— i ——

The current =selection procedure takes into acccunt
the rast performance cnly as a determinative standarcé. Eut,
in corsidering officers for a specific privilege, the reccrd
cf past ferformarnce can be used as an important differertirny
factcr fcr comparing candidates against one another.

As a key reccrd of r[ast performance for iderntifying
the successful «cfficers for higher academic oppcrtunities
the fcllicwirgs can ke taken into account: OAC (cfficer's
advanced ccurse in Kcrea) sccre, and the academic ferfora-
ance at the other military schcols.

As a key reccrd of [past fperformance for idertiiying
the Letter future maragers, €ach candidate's past perform-

ance in a leadership rcle can le taken into consideraticrh.

3. Eatterned Interview

——— el | T s e e T .

A patterned irterview rrcvides a highly structured,
systematic guide serving as a staltle yardstick against which
applicants may be measured. Such a patterned interview will
appeal particularly to the &nmanager who 1likes an c¢rderly,
consistert approach ir which the time can be contrcllec ard
limited [Ref. 20]3.

The patterned interview procedure wutilizes a fcra
for cktainirg and recording information akout sever areas:
previcus experiernce, traiuning, manner and appearance, £oci-
ability, emoticnal stability, maturity, and leadershirp
capacity [Fef. 23]. Therefcre, In the well desigred
Fatterned interview, the Education Defpartment can cktair a
compretensive irformaticn akbcut the <candidate's persoral

characteristics as related to the manajement educaticn.

SRR DS - ol . . o e
PN LN . - - -
o AN I, . L e

. . REEE '."\'.'.“'-'- W T e N et Lt B R - . . D
L SRS SN S W Tt Sl G Dol T U Ol L G BIF I G S0 Ul GO0 Uit Vil It SN WP YRS YOO U WL i ¢ [P A W SR S I S A TP U I O S |




4. Egual Selecticn Cppcrtunity

Thcse officers who really have the desire ard a
greater jctential for ktecoming coapeternt panagers are ccca-
csionally cverlooked Ly the Education Department because cf
Foor ccomunicaticn systeas. Thererore, Ccmaunication with
gqualified officers is necessary as it 1lncreases ofppcrtunity
to eligikle and willirg officers to apply for maragement
€educaticn and also ircrease the organization's possikility
cf makin¢ a better ckcice of availaile officers.

In the case ci the U.S. Navy selection,!5 a selec-
tion lcard is convened annually to select cificers Lased cu
[Froiessicral performarce, acaderic Lbackground and atility.
Selectior is restricted to guotas which reflect the Navy's
requirecents in the varicus fields of study availalle,
Cfficers are notified of selection by ofifiicial ccrrespcen-
c¢ence at the wearliest possitle time after the =selection
toaré¢ zeets out.

lhrough commuricating with all officers, The Kcreax
gilitary carn eliminate the prcblem of overlocking yuelified
cfficers.

€. Cocd Plans of Career Fath

Carcers dGeveélor in response to interactions «ith
cthers and also in relaticn to developiny envircroents.
Hence, it is useful tc consider jobs as changing functicns
withir clancing systems, rather than as static rurgs cr the
ladder cifi success [Ref. 18].

Wker the individual's values and career gcals zesk
with the crganizatior's needs and joals, an effective inte-
graticn ¢f the individual and +the organization c¢ar cccir.

Under tlese ideal corditions, the i1ndividual is motivated to

- - - - — o —— -

t%Acadenic Year

1¢84 Catalcy, Naval Postgraduate sctccl,
i5th, Arriversary, 1%€4.
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cevelcp the abilities and skills onecessary to take or new
jobs in tke orgyanization and the organization is likely to
resgpcnd ky providiang the individual with thke kinds of devel-
cpmertal cprortunities he needs. Orn the other haré, wlen
individualy/crganizaticnal needs and goals conflict, explcyee
dissatisfaction and organizational ineffectiveness are
likely tc result {Ref. 5].

Therefore, [fcor assessment of the tle ipcivicdual's
capalkilities and <career gcals (either overestigaticr cr
underestiration) by the organization frequently ie€ads to
froklens fcr both parties. High-potential fecple may rct ke
develcrec¢ ard low-pctential fecple may be assigned jcks ttley

cannct handle. Both types cf errors lead directly tc¢ hish
turncver, dissatistfaction, and feeliny of frustratiocn
[Ref. 5.

In crder tc do career planning coxpletely, thiee

steps are required :

First, determine hcw the ferson should bpehave wher ke
reaches the jobs for which he is being prepared. fZhcrougk
job aralysis, with special enphasis on emplcyee-deternired

changes, is fundamental to this [frocess.

Second, determine wkether the person has the capability to
develcp tke kinds <o¢f kehavicrs that will te needed fci the
career flarn. This implies a systematic afpproach tc tae
assesspernt cf response aptitudes (e.g., through testing or

assessuent center prccedures).

Third, determine whether the individual wants to learr the
rejuired new behaviors and whether the career plan that the
organizaticr is considering 1is congruent with the ipdividu-
al's cwn plan [Ref. E .

In support of career glans that the organizaticn is
considering, the higk potential officers must be exfpcsed to
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Fiftk, English language and mathematics trairirg ca
increase tte inéividtal's «chance of learniny and urder-
standing the essential theory ci managjement educatior.
Sixtlk, 1The Education Derartment can make systematic and
ratiszal selection decisicns Ly the application c¢f the
frorcsed mcdel.
Seventh, scientific methods utilizing a differeant
apprcach fcr evaluaticn of the personal characteristics

should ke ¢esigned arc¢ agplied.
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and final <screern is «critical if Zcrmal ECL scores are to
increase) cn the ECL test and simultanecously receive a crade

: ct 3.0 cI ncre at the university.
Tte third =strategy 1is important for obtaining the
rejuired number cf officers for management educatior at the
) first arnd final selection. 1If the number of first ard fimnal
i selectees are over or under the required number of cfficers
for «cverseas ecucaticn, the following eguation car be

applied to cktain the required number of officers.

. Y= -0.203 +# 0.679X1 + 0.019X%zZ (eqr €.1)
Y(critericn score) is the function of the university

‘@ grade (X¥1) and ECL sccre (X2). The constant numiers cf the

' €quaticn are the recressicn ccefficients. If arpiicant

receives higher value of ¥, he will be selected.

Fefore termiratinc this study, several recommendaticnhs
'u about tre proposed selection mcdel will be merntioned.

First, the application of the new selecticn strategy not

cnly e€lininates the subjective decisions of the selectcrs

' kut alsc decreases tle complaints of those not selected for
é cverseas ecucaticn.

Seccnd, the couktined information from the application
ktlanks, tke appraisal c¢f past performance, and the interview
can ke uvsed as the key for screeninyg out extremely unquali-
“ fied afrlicants based cn the personal characteristics for

mranagerert education.

Thicd, this analytical approach fprovides the gereral
_ tasis fcr redesigning cther selection systems.
.- Fcurth, good career plans for overseas educaticn cffi-
cers =shculd suypport the application of the [rcrosed 4
selecticr systen. : :
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VI. CCNCLUSION

Ttis study was aimed at evaluating the p[priority cf the
predictcrs, designicg identification method of fersorail
characteristics for nmanagement education, and mwaking the
compretersive selecticn strategy to increase the pctertial
tenefits £fcr the rnmilitary crganizaticns as well as to
increase the academic perfcrmance from the <cverseas ecuca-
tion. As a result cf this study, a new selection mecdel was
[ropcsed. The propcsed selection model which ccrsisted of
the detailed selecticn process is applicable for selecticn
cf Kcrean officers fcr postgraduate education in maragerert,

Tie critical results of this study will be summarized as
fcllcws:

Tke university <c¢rade has a stronger relaticostip «ith
NPS grade tkan the ECI test s=ccre. Mathematics and English
grade amcng the spectrum cf university subjects clLserved
bave relatively tigh correlaticns with NPS grade.

Tte uvtilization cf the application rlanks, the afppraisal
cf past ferformance, and the fatterned interview carn Lke the
identification tcol fcr the effective manager as well as for
the <c¢ccd student aré can contribute considerably to the
effective =selection c¢f the highly gualified officers for
managenert e€ducation.

The first stratecy is impertant for providing the stan-
éard cf tke first selection. All the selectees must attain
a rmirimum score of 80 on the ECL test arnd receive the
averace ¢rade of the triversity.

Tke seccnd stratecy is impcrtant for providing the stan-
card cf selecting the applicants who can attain outstardingy
scliclastic perfcrmarce. All the final selectees shculd

attain a sccre of 90 ¢r more (English training between first

1€
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Y= -0.%032 + 0.679X1 + 0.01%xz2 {(egr £.1)

Y (criterion sccre) is a function of the university
grade (X1) and tLe ECL score (X2). If applicant receives
righer values of Y, te will ke selected. After tkhe decisico
cf tle first selection, all the first selectees skculd
receive tke language training fcr six months. After the
congleticn ¢f the language traininyg, all the first selectees
shoulé take the formal ECL test given by the Educeétion
Lepartrert c¢f the U.S£. 8th Corgs in Xorea.

4. [Einal Selecticn

%ith respect to final selection, the Education
Lepartmert should rescrt to the additional achievement data
{i.€e., the results cf the agilitary language schocl, the
fcrmal ECL scores, ard the acceptance from tane NPS). First,
if the cardidates are not accerted by NPS, they will rnct ke
considered candidates. Iz the candidates do rnot attair the
required scores of formal ECI tests, they will alsc ke
skipped. With these two e€liminations, the Education
Lepartoert should select the finai candidates by the agppli-
caticr cf tre second and third strategjies.

All tne fipnal selectees must attain the new cutting
score cf 90 or more cn the formal ECL test and sirultarce-
ocusly receive the <cutting grade of 3.0 or more at the
tniversity. If the rtumber of final selectees belcrgirg to
this categcry are over or under the required number cf cffi-
cers fcr the overseas management education, the third selec-
tion strategy =should Lbe applied to ocbtaic the ‘Lest

applicants.




R e - ety e
R S . . VUt St
NN Lt R . L.
ke R SN .. . . N

cI increasiry tte berefits tc the organization after tue
formal ecucation.

The combined informations fromk the afppli-
caticr klank, arpraisal of fast performance, and irterview
will ke vsed as the key of screening the extremely irapgre-
friate ajplicants for the fcormal educatioan.

(1Y)

. Eirst Selecticn

The Educaticr Department will select the reguired
runber ¢f ajplicants lrased on the seiected data atcut candi-
ates. 1Three times the nunker of required applicants are
selected during the first selection. In the first sclec-
tion, ttkte Education TCepartment should be on the lasis of
the starding of candicates in the 1list of the past fperfcrm-
ance ard interview sccres. If the candidates come ufp to be
in tlLe inarpropriate categcry of the perscnal characteris-
tics, such candidates will Le skipped. In fact, hazan
tehavicr has beer corsidered toc complex to ke scaled alcng
a few dinmepnsions and then rated [Ref. 25]. Therefore, orly
the extreme cases ¢f inapprcgriateness can ke relied cr with
certainty wken the Educaticn Department screens the candi-
dates Ly the perscnal characteristics at the first
selecticr,

After elimirating inajpropriate «candidates, the
first end third strategy amcng the new selection strategies
should Le applied to select the three times of the reguired
rumker cf afplicants.

All the first selectees must attain a minimunm sccre
¢t 8C ¢n the initial ECL test and receive the average grade
cf the uriversity (first strategy). If the first selectees
teloncing tc this category are over the three times cf the
regquired number of cfficers, the third strategy will be
arplied. The follcwing eguation will be wused tc the
selecticr device.
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redictcr cf future jferformance, as an aid ir estaklishirg
& J

trainirg ok ectives, and as a personnel develcpment tcol
[Ref. £]. The applicant's scores in the following catego-
ries cf past performance ajpfraisals amust te witkir the
acceptakle limites fcr advanced education.

The grade of OAC education: The CAC grade of the cardidates

pust te cf the "A" grade grcur.l®

The fperfcrrance level of the ccmpany level lcader: thke level
cf the rast perfcrmarce in a leadersnifp rcle must Lkelctg to
the middle cr above group.

The tc¢tal level cf tle past ferformance : the total level of
the rast ferformance of the candidates must belong tc¢ the
middle cr akcve grouj.
BY the analysis of past performance, the
Fducaticr Lepartment @must idertify the characteristics ot
gcod maragers and the bhigh academic performance pcterntial crf
candicates. Under this contexts, the Education Lefartment
can use the data of tte past performance as the dififerenti-
ating device of the carndidates' characteristics.
(2) Patterned Interview. The basic fpurgcse of

the fatterned interview is tc collect the iniormaticr fica

the afprlicants. Thiough the [Fpatterned interview, it is
Fossikle tc make an assessment or characteristics irL skich
appraisals cf past ferformances tall short. It <=kculd be
enphasized that the Fducaticn Lefpartment must do its Lkest in
identifying the fperscnal characteristics of canaidates which
indicate pctentially successful panayers.

It wili te a beneficial eififort tc the
crganizatior not opnly for the purpose of improving the
selecticr fcr maragerent educaticn, but alsc for the furpcse

- - - -t -

. 18The tcp 30% of all officer
tion is rated the "A"™ grade. CAC
{Korea)

s attending the CAC educa-
: officersY advanced ccurse
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(2) Comiany Level cf Commander.  Ensuring taat
the candidates bhave ccmpleted the company level ccumender
prior to the scheduled formal education period.

(3) University Grade and University Sulject

Grade. A Dpaccalaureate degree with accve
averace grades 1is 1required. Completicn of at least two
semesters c¢f college algebra c¢r trigoncmetry 1is ccrnsidered
to te tie minimur matlematical preparation.t?

The applicart must have at least the crage
average cf the  university. He must have 3.0 or Letter in
ratneratics, English, economics, and statistics.

{(4) Clear Service kecord. o dinstarces ¢f

judicial purishment during his gilitary service.

(5) Past Eerformance. The ratingys of Lis past

Fericrezarce are giddle cr aktcve.
r. Initial ICL Test

T0 check the Znglish comprehensicn level cf the
candicates, the candidates gust take the initial ECL test
giver Ly the Educaticr Department. The testing style must Le
comprekensive to inclede evaluation of listening, comgLenen-

sion, and sriting skills.
C. Appraisal cf Past Ferformaance aund Intervies

This prccess will nmeet the objective cf
assessin¢ the desired persconal characteristics irn candi-
dates.

(1) Apgpraisal of Past Performance.-
Fericrumance appraisal is the systematic description cf indi-
vidual jcb strengths and weakpesses. Such informaticr is
useful in a variety cf contexts : as a tasis for perscnrel

decisicrs, as a criterion in [personnel —research, as a

1?7See fcctnote 1é€.
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groups ¢f cfiicers w»kc may relieve they are deprived c¢f a

good career developmert oppcrtunity. The U.S. Navylé has
guite eliminated almost the problem discussed ir the
Erecedirc garagraphs, througb asking all its officers who
desire Nav) funded [ostgraduate education to indicate or
update tleir curricula prefererce annually.

c. Application Blanks from the Apglicarts

The purzcse of the applicaticn Liank i1s to secure desired
informaticn from an ajpplicarnt in a form converient fcr eval-
tatinc the applicant's gualifications [Ref. 7].

When the Fducaticn Dejartment wants to check tle
¢eneral gualificatiors of the afpplicants, the applicaticn
tlanks can te used as a preliminary screeninyg device as well
as fcr gathering general bkackground data for predictir¢ the
successful acadewmic ferformance c¢f overseas educaticn.

Overall, these three processes are hnecessary
kecause it ¢ives an e€gual cppcrtunity to every eligikle and
willirg cfficer tc ajply for management educaticn and it
alsc 1increase the «crganizaticn's possibility of makirg a
retter choice frcm tie availakle officers.

-~

2. Lata Selecticp for the First Selection

The objective of this part is to collect a 1lct of

data for selecting hich-potential candidates.
a. Check for Test (ualifications

{1y QAC Educa . EZnsuring that the

n
he OAC education.

18pcadenic Year 1S84 Cagalcg Naval Postgraduate Sctlocl,
75th BApriversary, EFp. 6 - 12, 1 84.
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A critical pcint in any ©Banpower system in an crgariza-

tion wmust lie in thke relaticnship between selecticr and

T R A A UK

‘ - develcrrent. It is guite obvious that the needs of the crga-
rizaticn dictate whetler or not certain selection frcceéures
are ncre efficiert tlan simply taking a man of the flocr and
attemrtirg to develoj him [ Ref. 24]. Therefore, the selec-

\ tion model (table VIII) is intended to represent defirite

' and detailed selecticm procedures for the purpcsze cf

increasing the efficiency of selection fprocess. The main

steps ¢f a selecticr model which contain suitactle clerments
for achievirg the ob:ective of the particular steps, will ke

discusseé¢ ard descrited.

1.

I3
im

b

a

Prccesses of  Fecruiting highly Cualified

T
[t=]

dida

ler
Im
it

a. Good Plars of Career Path for The Cverscas

Educatior Ofricers

When the individual's values and career gdals
resh witk the organizaticn's needs and goals, an effective
integraticr of the individuel and the organizaticr «can
cccur. Under these ideal «c¢cnditions, the individuel is
gotivatec tc develop the akilities and skills necessary to
take ¢n rew jobs in tlke organization and the organizaticn is
likely tc respond by froviding the individual with tke kirnds
cf develcpmental crrortcnities he needs [kef. E].
Therefcre, in support cf carcer plans that the orgarizatice
is ccrsidering, the Ligh-pcteptial officers must ke cxfposeld
to the academic oppcrtunities that will benefit the carcer
Flan.

\ r. Communication with All the Qualified Officers

Communications with all the gqualified cfficers

is ap impcrtant for decreasirg the resentments ot thcse

7¢C
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benefit the career

€. 1The Applicaticn of Mew Selection Strategy

Under tke current selection systen,

students whe graduate from the

are dcinc sc with belcw average grades.

the pew selection strategy

serve tc¢ increase tlte acadernic

€ducaticpo at NPS.

E. NEW SEIECTICN MOLEL
Ir crdexr to meet the management
all new factors have Leen ccmbined

the effectiveness of

the Korear military. It

criteria cf
grograrm in

that this study is frimarily

performance of

ccncerned with

the majority c¢f Kcrean

management curriculum at MNPS

Therefore, apgplying

as the standard of selecticn may

raragerent

ceducation obijectives,
to form the [frimary
management education
should be remectered

the selectiorn

frocedire cf management educaticn and that the effectiveress

cf the manacement

kest selection of cardidates.

Takle VIII shows the new selection
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(1) (2) (3) (4) (5) (6) (7) (8) (9) (10) (11)
2.61 S0 2.93 2.68 .00 3.29 1.67 3.00 4.00 2.67 Z2.C:Z
3.07 €6 .94 3.65 z.00 2.67 3.50 3.50 2.00 2.00 Z.%¢€
2.4z €& 2.90 3.21 2.00 3.0C 3.00 3.00 2.75 3.33 :Zz.2¢
315100 3.82 3.47 1.00 4.00 4.00 3.v0 4.00 3.67 =Zz.3¢
2.88 €0 3.18 3.1S 2.00 2.50 4.00 4.00 2.67 4.00 3.1¢
3.05 €7 3.53 3.46 Z.00 3.57 3.00 4.00 3.67 3.00 Z=.4e
2.92 €6 3.33 3.4¢S .00 2.50 3.00 2.00 2.50 3.00 2.4¢
2.75 92 3.67 3.51 Z.50 3.00 3.00 3.0C 3.50 3.00 =Z=.44
3.0C €1 =.33 3.37 .00 2.75 4.00 3.90 4.00 4.00 3.3¢
2.71 81 Z.35 3.34 =.00 3.00 2.33 3.00 3.00 3.00 Z=.3¢
2.6 80 3.00 2.2S 2.00 3.00C 3.00 2.50 2.75 3.€7 3.3:Z
.5C €3 3.15 3012 2,00 2.67 2.250 3.J0C 4.00 4.0C0 =z.C¢
2.45 €3 3.00 3.12 2.00 2.30 2.33 4.J30 3.33 4.00 3.1¢
3.2z 81 3.28 3.53 .00 3.81 4.00 4.00 3.70 3.33 Z.¢€z
2.74 €& 3.37 3.31 :.00 3.81 3.00 2.00 3.00 2.50 .32z
X €3 3.27 3.34 b b’ X X X X .27
X €6 .10 .18 X b X X X X :.2C
X S4 .68 3.56 X b ¢ X X X X 3.52
X 9z 3.13 .23 X b X X X X z.2¢8
3.21 92 2.69 X 2.00 3.30 4.00 3.00 3.30 4.00 X
3.0C 93 3.64 X 2.00 3.30 3.00 3.00 3.50 3.67 X
2.9 S1 3.14 p'e 2.00 3.0C 3.00 2.00 3.17 3.00 X
3.20 €& 3.°%1 X 2.00 3.0C 4.00 3.90 4.00 3.067 X
2.82 81 Z.45 X 4.00 2.10 3.75 2.00 3.17 4.00 X
2.6 EZ 3.06 X 2,00 2.75 3.20 2.00 4.00 4.00 X
21 S ZE 19 1 21 21 21 21 21 19
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- (1) University grade

(2) Sccre cf Englist compreltension level test
{3) KES first gquarter grade

(4) MES tctal averace dgrade

(5) Cniversity statistics grade

(6) Cniversity English grade

(7) Upiversity matheratics grade

(8) Criversity econcmics grade

(5) Eigl school English grade

(10) High school matlkematics grade

(11) NES graduate ccurse grade
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